
Project Management Strategy  
 Renata McCoy, Ph.D. 
ACME Project Engineer 
LLNL 

ACME Six-Month Review,  
January 22, 2015 



Overview 
•  ACME Communication 

–  Confluence Wiki  
eliminated the need for email lists and Google docs, provided one-stop shop for all 
communication, documentations and discussions, great notifications, fosters transparency, 
huge success 

–  Confluence Calendar – integrated part of the wiki 
–  JIRA online task tracking integrated with Confluence  
–  GoToMeeting  - screen sharing conferencing 

•  ACME agile development philosophy and tight integration 
–  Long term to 6 months plan (AL) -> short term (Q) plans (GL) -> JIRA planning 

tasks (GL/TL)  -> JIRA sprints (TL) -> Quarterly Reports (TL/GL)-> Rebase Plans 
(AL) and Repeat     

      (GL: Group Leaders, TL – Task Leaders, AL – ACME Leadership) 

•  What’s the thinking behind this strategy  
–  Planning with agility, easy reaction to changes, confluence for documentation and 

report, JIRA 2 weeks focused planning and tasks definition for all, rebase to adjust 
to changing conditions    
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Project Management Agile Methodology 
     Agile project management adopted in ACME 
 

–  Continuous improvement  
•  Iterative and incremental planning 
•  Flexible realization, task teams oriented 
•  Accountability for deliverables at quarterly intervals 
•  Retrospective, and improvement to planning  

 

–  Rapid development through  
•  Short living tasks (2 to 6 weeks) 
 

–  Requiring a deliverable 
•  Every task has a deliverable 

–  code, documentation, design plan doc, journal article, published data, diagnostic test webpage 
 

–  Small development task teams with designated task leader 
•  ACME organization is structured around tasks  

 

–  Task tracking online software – JIRA, provides  
•  Focused planning 
•  Transparency 
•  Automated reporting 
•  Project oversight 
•  Dashboards overviews 



Communication - Confluence 

•  Project Communication – Confluence 
•  Internal Wiki Website  
•  Meetings 
•  Reports 
•  Blogs/Comments/Discussions 
•  Documentation 
•  Calendars 
•  Notifications 
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Confluence -  
Meeting Notes  
Example 

2014-07-24 Council Telecon

Date
24 Jul 2014

7:00 am PDT, 8 am MDT, 9 am CDT, 10 am EDT

Attendees
David C. Bader
Phil Jones
Phil Rasch
Renata McCoy
Dean N. Williams
Renata McCoy
Dean N. Williams
Mark Taylor

Access Information
1-866-914-3976 (int'l +1-925-424-8105) Conf ID 951469#

If there is time, Other suggested items for discussion
(Phil Rasch) Peter Caldwell and I would like guidance about "naming conventions/Version numbers for the model"

 

Discussion items
Time Item Who Notes

5
minutes

Project Plan and
press release

Bader Project plan is posted on "ACME Documentation" space on the "Proposals and Plan" page.

https://acme-climate.atlassian.net/wiki/download/attachments/2523821/ProgramPlanv8.pdf?api=v2

A press release is being prepared. Bader will route press release to ACME Lab POC's for routing to their various public
affairs offices;

10
minutes

Change Meeting
Schedule

Bader Proposal from Bader/Koch to change Council Telecons to Bi-weekly with one of those calls each month including
task team co-leads. On alternate weeks, Exec Committee will hold 30 minute telecons with the leads/co-leads for
each Task Team. We agreed to move to this format and move the Thursday Council Telecons to every other
Thursday at 8 am PT, 11 am ET starting July 31.

10
minutes

Report from Task
Team leads -
Exec Committee
Telecons

Bader  

 

25
Minutes

JIRA
Requirements

Renata Renata gave update on JIRA status and solicit requirements for initial JIRA implementation, see the blog JIRA Setup
. Comments should be posted on that page.and Implementation Requirements

5
minutes

Deep Dive
proposals

Bader See attached proposals (click on the paper clip at the top of this page). Comments on Deep Dive proposals should be
made in the comments section on this page. Council will act on proposals at next meeting.

5
minutes

Code naming
and versioning
conventions

Rasch Phil R. brought up that this is a still an unresolved problem. Mark will take the lead and will develop a solution following
a telecon with the Task Team Leads and Co-leads.

Action items
implement  code versioning and naming conventions  Mark Taylor 15 Aug 2014



Confluence -  
Comments 
Example 



Confluence -  
Y1Q1 Report Page 
Example 

Y1Q1TR for Satellite Simulators

Y1Q1 Task Report (TR) for Satellite Simulators
 

1.Team Atmosphere

2.Task Satellite Simulators

3.Task ID T5

4.Reporter Yuying Zhang

5.Report Status DONE  

6.Delivered 5 out of 7

7.Schedule ON SCHEDULE  

8.Problems NO

Summary for this Quarter
In the first quarter we have documented how to run the COSP online diagnostics, including the description of how to use the namelist to control
different features and diagnostics in COSP, and what the output fields are. We also have tested the impact of the new precipitation sub-column
distribution in COSP on the simulator-derived results, and finished the first draft of the paper to address the sensitivity of the simulated radar
reflectivity to this modification. In the meantime, we have identified a bug in COSP and provided a bug fix, and upgraded the offline COSP
diagnostics package to version 1.4 which improves the computational efficiency by a factor of three. We have also started to coordinate with
NCAR's scientists to upgrade COSP code in CESM. We have also begun a scoping exercise for the development of an aerosol lidar simulator (to
be begun in Q2 or beyond).

Tasks Planned
# Task Big Task / Epic Task / User Story Deliverable

#
Deliverable
Description

Delivered Priority Blocked Problems Notes

1 COSP Documentation Provide documentation for ACME
members to run COSP online
diagnostics

1 COSP documentation Yes Critical No No  

2 New precipitation
sub-column treatment in
COSP

Modify the precipitation sub-column
treatment in COSP

2 New COSP
precipitation
sub-column code

Yes Critical No No  

  Evaluate the effect of the new
precipitation sub-column treatment

3 First draft of a paper
documenting the
results

Yes Major No No  

Tasks Added 
# Task Big Task /

Epic
Task / User Story Deliverable

#
Deliverable
Description

Delivered Priority Blocked Problems Notes

1 Offline COSP
version upgrade

The offline COSP code package for CAM5 has been
upgraded to version 1.4, which runs 3 times faster
than the previous version.

4 COSP v1.4
for CAM5.

Yes Major No No  

2 COSP bug fix We Identified a bug in COSP in CAM, and provided a
bug fix. This bug results in 15% overestimation of
LWP and underestimation of effective radius.

5 Bug fix Yes Critical No No  

3 Scoping exercise
for aerosol lidar
simulator

Identify needed algorithms for an aerosol lidar
simulator ( ). Begun in Q1, completed in Q2Po-Lun Ma

6 description of
algorithm

No Major No No  



Confluence -  
Notifications 



C
om

m
un

ic
at

io
n 

 
C

al
en

da
rs

 
 

Communica)on	  	  -‐	  Calendars	  



JIRA -  
Task Tracking 



JIRA - Task Tracking 



GoToMeeting - conferencing tool 



ACME agile philosophy 

1.  Long to short term (10 years, 3 
years, 1 year, 6 months) plan (AL)  

2.  Short term (Q) plans (GL)  
3.  JIRA plan with major tasks (GL/TL)    
4.  JIRA sprint/retrospective (TL)  
5.  Quarterly Reports: Tasks (TL) and 

Summary by Group Leaders (GL) 
 

 Rebase and Repeat     

GL: Group Leaders 
TL – Task Leaders 
AL – ACME Leadership 

      

Long-‐to	  short	  
term	  ACME	  	  
wide	  plans	  

Quarterly	  (Q)	  
detailed	  plan	  
for	  each	  Group	  

JIRA	  plan	  with	  
major	  tasks	  

Work	  in	  JIRA	  
(2w:	  plan,	  
sprint,	  

retrospec)ve)	  

Quarterly	  
reports	  	  on	  

tasks	  (TL)	  and	  
summary	  (GL)	  

1	  

2	  

3	  4	  

5	  
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Long-‐to	  short	  
term	  ACME	  	  
wide	  plans	  

Quarterly	  (Q)	  
detailed	  plan	  
for	  each	  Group	  

JIRA	  plan	  with	  
major	  tasks	  

Work	  in	  JIRA	  
(2w:	  plan,	  
sprint,	  

retrospec)ve)	  

Quarterly	  
reports	  	  on	  

tasks	  (TL)	  and	  
summary	  (GL)	  

1. Long-to-Short Term ACME Plans 

ACME Six-Month Review,  
January 22, 2015 

1	  

2	  

3	  4	  

5	  



Long-‐to	  short	  
term	  ACME	  	  
wide	  plans	  

Quarterly	  (Q)	  
detailed	  plan	  
for	  each	  Group	  

JIRA	  plan	  with	  
major	  tasks	  

Work	  in	  JIRA	  
(2w:	  plan,	  
sprint,	  

retrospec)ve)	  

Quarterly	  
reports	  	  on	  

tasks	  (TL)	  and	  
summary	  (GL)	  
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2. Quarterly Detailed Group Plan 



Long-‐to	  short	  
term	  ACME	  	  
wide	  plans	  

Quarterly	  (Q)	  
detailed	  plan	  
for	  each	  Group	  

JIRA	  plan	  with	  
major	  tasks	  

Work	  in	  JIRA	  
(2w:	  plan,	  
sprint,	  

retrospec)ve)	  

Quarterly	  
reports	  	  on	  

tasks	  (TL)	  and	  
summary	  (GL)	  
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3. JIRA Plan for Major Tasks 



Long-‐to	  short	  
term	  ACME	  	  
wide	  plans	  

Quarterly	  (Q)	  
detailed	  plan	  
for	  each	  Group	  

JIRA	  plan	  with	  
major	  tasks	  

Work	  in	  JIRA	  
(2w:	  plan,	  
sprint,	  

retrospec)ve)	  

Quarterly	  
reports	  	  on	  

tasks	  (TL)	  and	  
summary	  (GL)	  
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5. JIRA Tasks – 2 Week Sprints 



Long-‐to	  short	  
term	  ACME	  	  
wide	  plans	  

Quarterly	  (Q)	  
detailed	  plan	  
for	  each	  Group	  

JIRA	  plan	  with	  
major	  tasks	  

Work	  in	  JIRA	  
(2w:	  plan,	  
sprint,	  

retrospec)ve)	  

Quarterly	  
reports	  	  on	  

tasks	  (TL)	  and	  
summary	  (GL)	  

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  

ACME Six-Month Review,  
January 22, 2015 

1	  

2	  

3	  4	  

5	  

6. Quarterly Reports   



Why this structure?  
 
1.  Incorporates both planning and agility  

2.  Enables easy reaction to changes, through rebasing, quarterly 
planning, sprint planning mode 

3.  JIRA forces detailed planning for the 2 week long sprints and 
forces tasks definition for every member of the team        

4.  By requiring deliverables with each major task, we make sure 
every task produces a piece of a product 

5.  The retrospective and rebasing makes sure our plans evolve with 
changing environment, changing machines, evolution of our 
knowledge and any other changes.     
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Summary 
•  ACME Communication 

–  Confluence Wiki  
–  Calendar 
–  JIRA  
–  GoToMeeting   

•  ACME agile development cycle  
–  Long term to 6 months plan (AL) -> short term (Q) plans (GL) -> JIRA plan for tasks 

(GL/TL)  -> JIRA sprints (TL) -> Quarterly Reports (TL) and (GL) -> Repeat from 
rebased and adjusted plans (AL) 

     (GL: Group Leaders, TL – Task Leaders, AL – ACME Leadership) 

•  Philosophy behind the strategy 
–  Agile planning from integrated Road Maps for the ACME mission to the detailed 

Quarterly planning for each Group, rebased on regular basis, JIRA task tracking 
with  2 weeks focused planning, Quarterly Reports with deliverables promotes 
accountability, retrospective and rebase to adjust to changing conditions 
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Thank You ! 
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